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INTRODUCTION

A. Purpose : The purpose of the Overseas Reinvention Impact Review
(ORIR) was to assess the impact of planned Agency reengineering and reform on the
effectiveness and efficiency of current mission operations, on organizational structure,
and on human resources.

B. Background : The Administrator and the Assistant Administrator for
Management requested a study to be performed because the Agency’s reengineering
and reinvention efforts had reached a point where it was crucial to factor in input from
a cross-section of Agency field operations. The Overseas Reinvention Impact Review
was undertaken to meet this objective in accordance with the attached study proposal
and operational plan (see Attachments A and B).

C. Methodology : The ORIR was coordinated by the Director, Office of
Management Planning and Innovation (M/MPI) and, in large part, carried out by three
teams each led by a senior member of the M/MPI staff. The teams were
interdisciplinary, composed of USAID/W based staff from the Bureau for Management,
the Regional Bureaus, the Global Bureau and Bureau for Humanitarian Response
(see Attachment C for team composition).

Each team was assigned a geographic region to assess: Latin
America/Caribbean (LAC), Africa (AFR), and Asia/Near East (ANE). An additional
assessment of overseas disaster relief organizations was conducted from USAID/W by
the Director, M/MPI. The assessment sites visited by the teams were chosen, in
collaboration with the regional bureaus, using the M Bureau Mission Workforce Model
as a departure point, wherein USAID posts are categorized according to type and
complexity of country-specific project portfolios. The sites included in the ORIR are
representative of normal and traditional USAID missions’ business functions and
practices in a cross-section of Agency field operations: large development programs,
small development programs, political/security programs, regional support missions,
experimental missions, disaster relief programs, and special initiatives programs.
Countries or programs included in the ORIR were:

Latin America and the Caribbean: Paraguay, Brazil, Bolivia, Panama and El
Salvador;

Africa: Senegal, Benin, Cote d’lvoire, Ethiopia and REDSO/ESA for support
provided the Greater Horn of Africa Initiative;

~ 'Also an experimental mission focussing on strategic
objective teams.



Asia and the Near East: Bangladesh? Thailand, Cambodia and Jordan; and

Overseas Disaster Relief: Zaire, Liberia, Sudan, Somalia, Rwanda, Angola and
Bosnia.

NOTE: The Europe/New Independent States region was not included in the study due
to the different and unique processes and authorities under which it operates, although
a limited interview was conducted with one of DAAs of the ENI Bureau.

The three ORIR teams conducted regional visits between October 17, 1994 and
January 31, 1995. Each team provided a briefing for selected field organizations with
the latest information and current status on the Agency’s reform efforts and proposed
changes reengineering will bring when fully implemented. Also, the teams provided
reinvention videos and available reengineering documents at each field site, as
needed. The LAC field survey was conducted prior to the other two and, to some
extent, served as the pilot assessment. Based on LAC Bureau findings, the approach
and survey instrument were refined and modified before the AFR and ANE reviews
took place.

As the primary tool for data gathering, a questionnaire was employed to guide
individual interviews with all available USDH, USPSCs, and key FSNPSCs and
FNDHs (see Attachment D). Through this survey instrument, the teams sought to
capture detailed information regarding (1) current operations, (2) how reengineering
would affect field operations, including human resources and organizational structure,
and (3) specific concerns of which the Agency should be cognizant as reengineered
systems and procedures are developed and finalized. The questions were provided to
field sites in advance of the teams’ arrivals along with general information about the
reengineered procurement, budget, accounting and operations business systems.

Supplementary to individual interviews, a variety of group discussions and
meetings were held, as well as entry and exit briefings with the USAID principal officer
at each post. Data gathered was consolidated at the end of each country visit and
prior to beginning the next country assessment.

This report, prepared by the Office of Management Planning and Innovation
(M/MPI), is a summation of the key observations and findings of the three study
teams. The data collected by the teams was analyzed and conclusions and
recommendations,drawn as warranted by the information available.

Also an experimental mission focussing on democracy.
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I. EXECUTIVE SUMMARY OF FINDINGS/RECOMMENDATIONS

The ORIR teams’ findings verified certain assumptions as to why the Agency
needed to reengineer its basic business functions: the existence of too much
paperwork and reporting, too many regulations and controls, and a lack of confidence
that any creativity would be rewarded. Findings also reinforced the conclusion that
USAID has been concentrating on its processes instead of focussing on the results of
its development work.

While uneven, there is a generally high level of acceptance in the field for the
proposed reengineering reforms as well as enthusiasm about the potential for positive
change. Experimental missions, which now have experience working with portions of
the reengineered systems, have a particularly heightened appreciation for the reforms
and certainly a more comprehensive understanding of the Agency’s new direction than
that which exists in the missions without benefit of hands-on experience.

Without doubt, the manner in which USAID managers plan and conduct work in
the field will be substantially affected by reengineering. Where the understanding of
the concepts and reforms was greater, field staff were more open and accepting of the
changes and challenges ahead. However, there are communication problems which
impede the staff's ability to understand and comprehend the reengineered systems
and processes and to accurately identify the effects on mission operations. Reliable,
user-friendly information that provides both the details and the big picture of
reengineering is critical to the speed and level of success of this endeavor. Further, it
is essential that the field not continue to receive direction from the regional bureaus or
other USAID/W offices which is, or gives the appearance of being contrary to
reengineering goals and values. Communications appear to be, in general, incomplete
and inconsistent.

There is no specific recommendation in this report regarding the internal
organization of missions. Uneven levels of understanding regarding upcoming
changes, as well as the lack of real experience with implementation, precluded such a
recommendation. However, it was possible to distinguish some changes inevitable
with the advent of strategic objective teams. The lines separating elements in a
traditional organization structure will become blurred as teams reach across those
lines to identify expertise needed. This eventually may lead to widespread
organizational restructuring. And while the teams found no basis for shifting functions
between field entities and USAID/W, experience working within the reengineered
systems and with the corporate data base may lead, in time, to some functional shifts
from the field to Washington.

No justification was found to support the continuation of separate field
organizational titles, i.e, Missions, Office of USAID Representatives and USAID Affairs
Offices. While the sizes of the various organizations differ, both in staffing and



program terms, the complexity of the responsibilities and level of accountability of the
managers does not substantially vary. While smaller posts tend to depend on other
organizations such as regional services organizations for specific services, this does
not lessen the accountability of the mission director serviced.

The teams concluded that regional support services provided to small posts by
larger, appropriately staffed and delegated missions, was a feasible and valid mode of
operation. However, support provided by regional services organizations is sometimes
not structured sufficiently or well understood by all parties and requires a formalized
scheduling process in order to meet current and future demands. There is a
continuing, multi-purpose role for regional services organizations within the
reengineering framework. The concepts of a corporate data system and virtual team
membership should result in less travel from regional services organizations, in turn,
making for more efficient staff utilization.

Many who were interviewed felt that working in teams with our customers might
increase the amount of time needed in the planning stages of the development
process. That being said, it is not clear that, in arriving at these perceptions, mission
staff have fully considered the total time involved in our current processes in getting
analytical teams on the ground in and producing their reports. If this time-consuming
process were built into the equation, the time required to build consensus with our
partners and customers would not seem so lengthy in comparison. Clarity of roles
among the participants in team structures should maximize efficiency in these
circumstances. While desirable under any operating structure, such clarification will be
critical in the reengineering context as we struggle with a changing culture as well as
changing processes. This need applies among staff members, organizations, and
teams as well as between Washington and overseas. It also applies to disaster relief
interventions in countries where several USAID organizational units can have
legitimate, but potentially overlapping, roles.

Reengineering will require changes in skills emphasis as well as in levels of
staffing. Examples of occupations that will be significantly affected are voucher
examiner, accountant, financial analysts, project development officers, systems
analysts, program/administrative assistants and secretaries. Clearly, some staffing
reductions will be possible in selected skills categories, but the total number is not
definable at this time. At the same time, the different skills required to work within the
reengineering context lead many field staff to believe that the total staffing levels might
remain relatively constant.

Working within the team construct will require mission staff to have a greater
appreciation and understanding of a variety of basic skills and disciplines. This is
seen as a positive change which could result in each employee developing multiple
skills. Such development would allow greater assignment flexibility over the long term,
benefitting both Agency management and individuals. The teams believe that this



logically leads to a redefinition of the Agency’s occupational (backstop) categories into
as few as four broad bands: technical, administrative, program management and
financial.

The role of the FSN staff (direct hire and PSC) will be enhanced by the
reengineered systems and processes and the FSNs can serve as a key element in
insuring the success of the reengineering effort. While basic FSN authority and
compensation questions remain to be resolved, the FSN staff constitutes a sizable,
generally highly educated and competent resource base eager for more authority and
responsibility. Experience in the experimental missions visited, reveals the positive
benefits USAID can reap by making more productive use of the FSN staff. FSNs are
also, dollar for dollar, the least expensive component of the overseas workforce and a
resource which the Agency should increasingly turn to in carrying out its work more
economically.

Adequate and appropriate training is one of the most critical prerequisites to
successful reengineering. Experimental missions have been, and will continue to be,
provided a variety of training to give them every chance of succeeding in their efforts.
The same now must be done on a much broader basis. The field’s expressed need
for training was pervasive -- training to operate more effectively in the current
operating climate as well as enabling staff to work with reengineered systems and
procedures. Training to meet reengineering needs will be required in technical skills,
automation, specific business area applications, and language skills. Additional
training must be available to facilitate the cultural changes which reengineering will
bring. Lastly, training in fundamental operating skills, which appear to have been
neglected, is required to bring employees to a level where they are able to fulfill their
potential.

[I. OVERVIEW - FIELD RECEPTIVITY TO CHANGE

The majority of the USAID staff interviewed welcomed the reengineering effort
and felt that the changes would result in greater staff efficiency and improve
development performance results.

Overwhelmingly, field staff recognized the positive potential of reengineering
and many were quick to point out actions taken, or shifts in operations already in
place which are supportive of Agency reform and reengineering principles. If staff are
truly empowered with the authorities, tools and resources to do their jobs, many stated
that they would welcome the responsibility and accountability that comes with such
empowerment. The field staff recognizes, however, that the Agency’s business culture
must change, and that will take time. Fundamental cultural change is necessary to
build an environment supportive of risk taking, shared responsibility within the team
context, and managing for results.



Many field staff are comfortable with an operating system that requires clearly
stated, results-oriented objectives and goals as the starting point for determining what
the appropriate development interventions should be and how the outcomes of those
interventions will be measured. They believe that having such a results framework
would likely improve the working environment within the mission because all interested
parties will be committed to reaching a clearly articulated and agreed upon goal.

Working in teams organized around strategic objectives is envisioned as a
marked enhancement of program operating procedure in the long run. However, the
formation of teams is seen by many as much more time-consuming in the initial
planning stages as the team attempts to build consensus -- even more so when
customers and partners become members of the teams. Nevertheless, it is apparent
to many staff that the ultimate result will be a somewhat shorter overall timeframe for
development results delivery, increased time for technical work and networking with
development partners, and ultimately, an improved end product. The limits and
boundaries of team organization and responsibility, however, engendered much
discussion and comment and need to be clearly stated at the onset.

Most employees believe that reengineering will create clearer lines of authority,
improve communications, increase efficiency and allow people to devote more time to
the business of development and related analytical tasks. For some, it will mean less
time-consuming paperwork and more time for site visits, customer contact, and focus
on the achievement of performance results.

Expectations that enormous amounts of data and information will become
available as a result of the introduction of the new suite of corporate data systems
precipitated questions about the field’s ability to properly manage it. In addition, while
most staff agreed that having more information will benefit them by saving time and
increasing their ability to share lessons learned with their counterparts, they strongly
felt that Washington’s access to additional data may result in increased, not
decreased, demands. If that occurs, the net result may be no real savings in
responding to information requests. The ability to adapt to, and deal with, the
transparency created by this sharing of information is part of the culture change
USAID will experience.

From the field’s perspective, the reengineered systems should:

. have built-in flexibilities, checks and balances to deal with changes as
they occur and insure that the electronic in-box is faster than the paper one;

. reduce regulations and red tape;

. provide more time to do analytical work associated with planning,
monitoring and evaluation;
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. get Washington out of micromanaging the work in the field;
. provide better access to technical resources; and
. reduce the need for excessive overtime.

What proved difficult for many to envision is how empowerment and
accountability will mesh with the emphasis on teamwork in relation to structure,
personnel evaluations, incentives and rewards. Regardless, it is generally felt that
empowerment provides an increased sense of ownership and pride. This is keenly
felt by those FSNs who have already been given more authority, and is echoed by
USDH staff.

While critical of many details regarding the new business systems and
concerned about implementation, the new suite of corporate data systems were
almost universally welcomed. The introduction of new business practices and
procedures in the program and project development area generated more guarded
optimism, but the need for change in how we do business was accepted, for the most
part, as a necessary and evolutionary step by the Agency. Teams found that a
number of missions were already working within a defined set of strategic objectives
and that the larger missions had formed strategic objective teams, albeit not
necessarily defined precisely as prescribed by the Operations Business Area Analysis.

Some skepticism was expressed about the timing of installation of the new
systems in the field. The August/September period was not considered by many to be
a good time because the missions will be too focussed on end-of-fiscal year activities.
Additionally, the controllers expressed concern about the significant increase in
workload which will be required to run parallel systems. Field staff encouraged early
testing and debugging of all new automation applications and systems to make this
implementation period as short as possible and further iterated that the systems
should be adequately tested before implementation in the field, because experience
with implementing previous systems proved to be very time-consuming due to system
glitches.

In general, field staff are concerned about the entire implementation process:
training, timing, cutover, etc., perhaps because little information was available about
this phase of reengineering. Still, they realize that many of their concerns will
dissipate as more is known and understood about the process.

V. HUMAN RESOURCES

A. Skills Needs
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The study teams sought the field staff perspective on skills important to the
Agency in working with the reengineered systems and those skills that the Agency
should emphasize in future recruitment efforts. The respondents felt that the skills
currently emphasized when recruiting staff remain relevant: college level training in the
field of specialization; good communication, managerial and leadership skills; planning,
monitoring and analytical skills; and appropriate language capabilities. In addition,
they felt that working in the reengineered Agency will require greater computer
literacy, good interpersonal skills and cultural sensitivity, personal risk taking and team
building. A number of field staff also saw a distinct benefit to hiring candidates with
prior USAID or other related overseas experience. One point made very clear
regarding recruitment was that if the Agency hires technical people, it should be to
perform technical work. Technical personnel, hired for their technical skills, should not
be forced by the system to move into generalist/managerial roles in order to advance
in their careers.

Field staff also felt that for reengineering to succeed, modifications in the
personnel assignment and evaluation processes, and incentives and rewards systems
must be adopted. A large part of encouraging cultural shifts is providing a personnel
framework which will foster change and reward behaviors that reflect reengineering
principles and goals. Rewards which focus on emphasizing teamwork, empowerment
and managing for results must be developed. Recognition, based solely on individual
accomplishment must be de-emphasized.

Both employees and supervisors repeatedly advised that the skills and potential
of many staff members are not now fully utilized by the Agency; many individuals
stated that they were capable of doing more, and different, types of work. The
Agency should tap this unmined resource, whenever possible, to meet new needs
identified as a result of reengineering. In this regard, the assignment system must
provide the employees that field units require to implement programs in the reformed
and reengineered operating environment. This also implies the development of rules
or guidance about managing rotating team membership and fluctuations in team
membership and participation.

The Agency should explore the feasibility of defining occupational categories in
broader terms, and placing employees into larger and more general professional
categories, i.e., broad banding. This would promote the cross-training and
professional cross-fertilization essential in a reengineered Agency and which is further
discussed in Section VI of this report. It will also increase employees assignment
options, allow development in specialties within a category without sidelining or limiting
individuals, and support reengineering goals by allowing employees to realize more
fully the potential embodied in the concept of empowerment. The team believes the
Agency can provide maximum flexibility within its defined occupational categories, by
establishing as few as four professional categories: administrative, financial, technical,
and program management.
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In several missions there is good specific understanding of the technical
requirements associated with the new suite of corporate data systems that enable and
enhance many of the reforms. Unfortunately, this understanding was found only at
relatively low levels in the missions. Systems managers, and a few other employees
involved in the budget planning process and the submission of automation section of
the Budget Planning Document, are aware of the basic LAN configuration
requirements and the hardware and software necessary to implement the new
systems. Mission managers are not focussed on these requirements and are making
related decisions regarding, for instance, automation support staffing that will impact
directly on the ability of posts to train and support their employees in the new
operating environment.

As discussed in Section VIII of this report, there is wide-spread concern about
the integrity of data entered at the source by personnel who are largely non-financial.
Controllers’ offices see new roles emerging as trainers and troubleshooters for
AWACS -- roles that could be played by the individuals now performing project
accountant functions.

B. Workforce Modalities

Overall, field staff indicated that reengineering will have more of an impact on the
content of jobs than on the total number of staff. Generally, employees did not see
reduction or elimination of technical positions, but a realignment of duties away from
too much time spent on cumbersome control-oriented processes and toward more
time on technical input into development results. There was a wide degree of
consensus that any time saved would be needed in other areas, such as in a more
intensive focus on the partnering and managing for performance results.

Within existing and anticipated resource constraints, i.e., money and people,
which are not likely to be relaxed, the study teams’ findings would support a shift to
more extensive use of FSNPSCs to maximize the Agency'’s field effectiveness and
efficiency. The manner and extent to which FSNs are utilized by USAID was a
recurring theme during the interviews. Even though the utilization of foreign national
employees has been discussed on many occasions and in many venues, further
tapping the potential of talented and experienced local staff remains a valid and
unresolved issue for Agency management. If locally-recruited employees can play a
larger role and can contribute more fully to Agency objectives than they now do, it is
incumbent upon USAID to identify and utilize these employees appropriately. If only
one foreign national employee in each mission were to assume duties and
responsibilities now discharged by a USPSC or a USDH, the projected savings would
be significant.

Both Americans and foreign nationals cited instances where FSNs could
assume additional duties and responsibilities. The current level of authority allowed
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FSNs in the missions visited, appears to stem primarily from adherence to the
traditional and accepted manner of organizing a hierarchial mission structure -- a
structure repeatedly questioned. There has been little need or incentive for mission
managers to systematically and conscientiously maximize the use of foreign national
staff because, as a matter of policy, USDH, USPSC and TCN employees have been
identified to fill senior, responsible field positions. The full range of FSN authorities
should be reviewed to determine where it is feasible, desirable and legal to increase
those authorities. This is equally important to the success of reengineering and the
Agency’s goal of sustainable development. The FSNs have a vested interest in our
programs ultimately benefitting the people of their own countries, and they are proud
of the role they serve in reaching that objective. They also retain the historical
perspective on the USAID work in country. In many cases, their levels of
responsibility could and should be increased as we prepare them to contribute to the
objective of their home country institutions becoming self-sustaining.

As the Agency moves away from strictly a hierarchical structure to a team
orientation, reengineering is expected to provide more varied positions with broader
responsibility to qualified FSNs. Correspondingly, appropriate compensation for FSNs
should be available. The foreign national compensation plans developed in each
country were the subject of frequent criticism. Many FSNs currently are being asked
to perform, and are performing, work outside their official job descriptions --
classification, as well as compensation, is lagging behind. Review, negotiation and
possibly legislative action will be required to accomplish appropriate compensation;
but, it is clear that the current classification structure must be overhauled. It is too
rigid and does not reflect the underlying principals of reengineering.

The use of USPSCs engendered considerable discussion and it is apparent that
this type of resource is utilized most often when there is need for specific expertise in
a particular area and/or when FTE, policy, funding or time constraints dictate that the
use of direct-hire American workforce is not feasible. Also, the employment of
USPSCs is frequently a reaction to the inability of USAID/W to supply needed
personnel in a timely manner. This is a serious issue that must be addressed.
USPSCs constitute a shadow workforce which, over time, has become an accepted
and necessary way of meeting staffing requirements. Some field staff expressed
concern that existing Agency policy guidance on funding sources for PSCs is not
being followed. It is incumbent on the post to adhere to the guidelines.

The Office of Human Resources (M/HR) has the responsibility for recruiting and
hiring appropriate human resource skills for the Agency. Since PSCs are a significant
part of the Agency’s human resource base, responsibility for projecting the need for,
and recruiting PSCs should reside with M/HR. However, this function should be
appropriately charged to that office providing the recruitment and hiring process can
proceed as quickly and efficiently as the current contract processes necessary to
engage the services of an expert technician. The BAA for Human Resources team
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should be encouraged to address this issue and to develop recruitment strategies to
allow the Agency to obtain needed skills for both short and long term needs, in a
timely manner. For example, the enhanced use of limited non-career federal
appointments has been mentioned as one potentially effective employment
mechanism.

The lack of standards for determining appropriate organizational structures for
disaster relief programs somewhat hinders identifying workforce needs. However,
when such standards are established, they are not anticipated to drastically change
the workforce modalities currently used in disaster response. The kinds of staff
employed is less of an issue than the question of when they are used and by which
bureau’s authority, as discussed in Section V of this report. For example, since an
emergency situation developed in one country approximately two years ago, the
Bureau for Humanitarian Response’s Office of Foreign Disaster Assistance
(BHR/OFDA) has had DART teams placed in an adjoining, more secure country, to
manage the emergency effort. There was no regular regional bureau staff presence in
the country due to security problems and inability to reach the troubled area except
from the country out of which the DART teams work. There is a P.L. 480 Title Il
program under way for the emergency country and, at this point, no one on the
ground to monitor it. Further complicating this matter is the presence of an Office of
Transition Initiatives (BHR/OTI) team also operating a program for the emergency
country out of the neighboring country. The BHR/OTI group began its operations later
than was planned and as a result is now running their program at the same time that
the regional bureau has begun a transitional development program. BHR/OTI is giving
small grants to some of the same beneficiaries as the regional bureau is providing
grants to, but on a larger scale. If and when the situation permits, the regional bureau
expects to place a regular development staff in country. Yet, because the DART team
has been in place for an extended period of time, it has found itself in a position of
dealing with the Embassy and the local government on matters relating to longer term
development considerations, a situation which is of concern to the regional bureau.

In this instance, there are USDH and contractors involved but, clearly, the
problems are primarily coordinative in nature. There are appropriate roles for each
and, for the most part, they are in those roles now. It has been suggested that,
whenever possible, DART teams should include a direct-hire member from the
appropriate regional bureau to provide continuity into the next stages of USAID
involvement. Additionally, once a disaster is deemed to be complex and long-term, a
regional bureau USDH should be placed in country to manage the continuing effort.

If Agency top management is serious about the Agency’s mission being
"preventive diplomacy", then attention must be given to developing a cadre of officers
skilled in the area of emergency program management. At this stage, there are very
few officers who possess these skills and experience.
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C. Workforce Numbers

It was acknowledged by field staff that the introduction of the new suite of
integrated corporate data systems and the streamlining of processes and systems will
result in economies of operation. One result that is expected is a time savings that
will allow missions to either reallocate employees’ time to more productive areas or to
organize responsibilities so that redundant positions can be identified and eliminated.
However, given that the economies of operation will vary by function and by work unit,
it is difficult to measure the total extent of such economies with accuracy. The specific
workforce implications will be more accurately quantifiable after we have had some
experience in working with the new systems. In general, it is apparent to overseas
staff that a significant number of positions will become redundant when the new
systems are operational:

| Controller personnel were almost unanimous in their view that AWACS
will eliminate 50 to 70 percent of the project accountant’s current work. With
accounting transactions entered at their source, advices of charge posted
directly to mission accounting systems, and many reporting requirements
eliminated, the project accountant will be left with far fewer duties.

| The voucher examiners’ work could also decrease by approximately 50%
with the electronic matching of contracts, vouchers and receiving reports.

| With the introduction of more sophisticated automation hardware and
software, including automated forms and electronic signatures, some believe
fewer C&R staff will be needed.

At the same time, it is assumed that Agency management may elect to utilize
savings by retraining employees in certain positions to perform new tasks required as
a result of reengineering. As an example, staff identified a need for fewer secretaries
but an increased need for program/administrative assistants to deal with increased
data entry/retrieval. Another example is that, while many feel the project development
officer function will disappear, PDO analytical skills in combination with program officer
skills will still be needed on the teams.  This development would not be inconsistent
with the additional suggestion that the size of program offices might be reduced
overall specifically due to reporting efficiencies brought about by reengineering.

Positions that field staff see an increasing need for follow:
| Contracting officers indicated that there will be a significant increase in
their workload and, even though bringing procurement staff into the process at

an earlier stage would be an improvement, additional contracting officers might
be required.
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| The controllers projected a greater need for financial analysts since a
financial analysis capability will be required on the results package teams as
well as to work more closely with indigenous implementors and host
governments to monitor and help strengthen financial systems.

| Information/data management specialists will be needed to manage and
coordinate the influx of information and data provided by the suite of corporate
data systems and reengineered processes.

| Systems analysts will be needed to support the hardware/software
complexities of the new systems.

| Staff will be needed who have experience with performance results
monitoring and evaluation.

| Staff will be needed with skills in emergency program management.

As each post represents a unique and individual operating environment, the
new suite of integrated systems will also have varying degrees of impact. However, it
is apparent that some reforms will have significant workforce implications, particularly
in areas where large numbers of employees are engaged in routine data entry. To
rationalize personnel retasking and position reductions, mission directors should be
tasked in the future with assessing impacts. Making each mission director responsible
for the appropriate utilization of both financial and human resources under the new
operating systems is consistent with the traditional mandate given principal USAID
officers in the field, and consistent with the initiative to increasingly give responsibility
and authority to those closest to the development activity.

Recommendations:

1. The BAA team for Human Resources should revamp the incentives, rewards,
assignment and evaluation systems before October 1, 1995, to reflect the new team-
oriented work style and managing for results.

2. At an appropriate point after implementation of the reengineered processes,
M/HR should take the lead in collaborating with regional bureaus in verifying and
guantifying the need for fewer secretaries, voucher examiners, accountants, C&R staff
and PDOs. They should also verify and quantify the need for additional
program/administrative assistants, financial analysts, data/information management
specialists, systems analysts, performance results monitoring and evaluation
specialists and contract officers as a result of reengineering.

3. The BAA team for Human Resources should review FSN authorities and
compensation regulations to determine where increases are feasible, desirable and
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legal.

4. As part of the annual budget process, the Office of Budget (M/B) should require
each mission director to review staffing resources and certify that each USDH and
USPSC position must be encumbered by an American.

5. Mission directors should be required to identify foreign national employees with
the ability and potential to undertake more responsibility; to establish career ladder
positions and identify training opportunities to enhance career development of FSNs.

6. M/HR should integrate the additional skills that will be required to function in the
reengineered Agency into selection criteria for new hires.

7. The BAA team for Human Resources should address those barriers/constraints in
the Agency’s direct hire recruitment/assignment process that cause managers to resort
to use of USPSC resources.

8. Following implementation of the reengineered systems, each mission should
reassess the role of voucher examiners and project accountants and determine the
appropriate mix of skills required in the controller’s offices if they are to effectively
interface with strategic objective teams.

9. If an BHR/OFDA representative(s) has been placed in a country, without normal
mission presence, to manage an emergency effort, after three to six months, BHR and
the regional bureau should jointly review , the status of the disaster situation to
determine if the need for disaster management will continue for a prolonged period of
time. If it is determined that the need will be continuing, the appropriate regional
bureau should assign a direct-hire bureau officer to manage the longer term effort,
with appropriate support from BHR/OFDA. The senior USAID officer should be
selected through the SMG process.

10. A regional bureau representative should be assigned as a member of the
disaster DART teams whenever possible.

11. M/HR should revise promotion/assignment precepts to insure that USAID direct-
hire officers do not continue to view assignments to disaster programs, whether in the
field or in Washington, as being detrimental to their long-term career interests, as is
currently the case.

12.  Given the Agency’s mission in "preventive diplomacy"”, M/HR should take those
steps necessary to put in place a cadre of officers skilled in emergency program
management.

13. To insure mission directors are clear with regard to resource requirements
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needed, the Office of Information Resources Management (M/IRM) should
communicate very clearly and directly to USAID principal officers what will be required
in each field mission under ISP (LANS and PC configuration), what M/IRM is doing
now to prepare the missions (planning and procurement), and what steps can now be
taken in the field to prepare for the changes (introduce Windows,etc.).

V. ORGANIZATIONAL IMPACT OF REENGINEERING

There was a general consensus that reengineering would result in a far less
hierarchial arrangement than we have today, but there was no consensus on any one
specific structure for organizing our field organizations. The most often suggested
structure was that missions and technical offices be organized along strategic
objectives, and staff offices along functional lines, with some staff office consolidation
possible. Generally, the missions believe they are effectively structured for
reengineering, in part, because many already have established permanent or
temporary teams organized around strategic objectives. They feel that the
reengineering process will strengthen that organizational paradigm. With this type of
structure and the reengineering emphasis on empowerment, the field does expect
more authority to be delegated to missions.

A. Mission Organizational Structures

Field staff felt that the changes envisioned in the manner in which USAID
programs are designed, implemented and evaluated would eventually produce the
need for less hierarchy and create a more porous structure with less rigid lines
between offices, i.e., at least a partial breakdown of traditional mission organizational
structure. This, in turn, would result in more integration and collaboration across office
lines. If a less rigid organization structure evolves as expected, the need for clearly
defined, non-overlapping roles among the staff officers is a necessity. Lack of
clarification, and overlapping roles and authorities among the staff members and the
various involved organizations, e.g., controllers/contracting officers/project managers,
or regional bureaus/Global/Bureau for Policy and Program Coordination (PPC), causes
concern now and must be resolved. Clarity will continue to be critical under the
reengineered operating system, when roles within an overall team approach must be
clearly defined and understood.

The study teams received several suggestions regarding functions which might
be consolidated. Integration of the program and project development functions was
considered a viable option, and largely, it has already taken place -- formally or
informally -- in a number of missions. Likewise, certain technical offices or
occupations, such as food for peace and agriculture, might be combined. Combining
such offices should promote greater efficiency in operations, broaden the professional
work experience of employees, and allow a streamlining of functions so that staffing
redundancies might be eliminated.
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No major changes were identified in the mix of functional responsibilities
between Washington, regional services organizations and field missions which is
thought, generally, to be appropriate. If there was a predominant view of a need to
change where specific work was accomplished, it was that Washington should
establish broad policy, strategic guidance, and resource allocations and approve
country development strategies, objectives and results and for impact level evaluations
at a regional, sub-regional or sectoral level. The field should receive delegations to:
develop country development strategies, objectives and results, design and implement
appropriate program interventions, manage programs and monitor country level
results, and reallocate resources internally consistent with performance results.

There was considerable sentiment among the field staff that coordination
between Washington and the field is more important than where the responsibilities
are placed, suggesting an awareness that continuous change and adjustment will
occur as reengineering is implemented and savings become increasingly evident.
However, no matter where actions occur, there was general agreement that fewer,
clearer and more flexible regulations and directives would simplify matters greatly.

B. Impact of Teamwork and Customer Participation

The field staff saw the Agency’s emphasis on a team approach, including
customers and partners, leading to better development results. This approach will
enable the Agency to utilize the diverse skills and resources that each individual and
organization brings to the achievement of our goals and objectives. It will also help to
insure that the real needs of the end-users are identified, increase productivity and
result in a better internal flow of work through the mission.

While the concept of customer involvement is still a source of some confusion
to the field, almost without exception, the inclusion of customers and partners on
teams was seen as the best way to work -- even if not always the most efficient. Field
concerns/comments regarding the teamwork concept follow:

| There was concern that external customers/partners might have a
different agenda from that of USAID and that some participants might be in
direct competition with each other.

| The team approach will generally delay early stages of the process,
increase numbers and duration of meetings and slow the decision process,
requiring Washington to rethink timing and deadlines on certain processes. It is
not clear that, in arriving at these perceptions, Mission staff have fully
considered the total elapsed time involved, in our current processes in getting
analytical teams on the ground and producing their reports. If this time-
consuming process were built into the equation, the time required to build
consensus with our partners and customers would not seem so lengthy in
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comparison.

| The culture or political sensitivities in some countries could make it
difficult for host country officials to work hand-in-hand with end users to solve
problems, or to allow USAID to bypass the host country officials, where
circumstances dictate, and deal directly with customers.

| Clear, simple procurement integrity guidance regarding future
procurement actions with the involvement of customers/partners on teams is
needed.

| Implementing virtual team membership might be difficult and slow down
decision making and implementation due to inadequate or incompatible
communications technology among countries and organizations.

| The need to have host governments buy into reengineering was
frequently mentioned since many governments are organized around project
concepts rather than objectives and results and will probably need to make
changes to facilitate the effective implementation of the new concepts. This
being the case, local government officers should be brought into the
reengineering process as soon as possible.

| There may be problems with adequate time allocation of team members
especially with the prospective need of staff members to serve on multiple
teams. Moreover, there are continuity issues related to length-of-tour
considerations.

| USAID will have to learn the art of consensus building, a skill that USAID
has not traditionally fostered.

| The Agency will be challenged to stay focussed and still be viewed as
participatory by all its customers.

| The personnel assignment, promotions and rewards systems must be
linked to the achievement of work through teams, not individual achievement
and leadership which is currently the case.

[ | Once team consensus is reached, the chances for sustainable
development results and a superior, more responsive development intervention
are enhanced.

[ | Field staff and partners feel an increased sense of ownership and pride
in the work accomplished.
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| Programs will not be designed in a vacuum. Teams will have the ability
to facilitate problem solving and provide built-in reality checks.

| There will be increased clarity of expectations up front and an improved
ability to anticipate realities of expectations versus resource availability.

| USAID and its partners will be more transparent through increased
information sharing, communications, and a revised focus on results.

Many of those interviewed stated that it is incumbent on the Agency to convince
its customers and partners of our intent by our actions. USAID will be empowering,
decentralizing and becoming more transparent which, in large part, is what we ask of
host country governments.

C. Regional Support Structures

In assessing the overall organizational soundness of our field sites, the teams
focussed on the presence of adequate management accountability and any anomalies
in distribution of work among the various workforce categories. One of the most
frequently heard comments was that the Agency has too many controls. While some
accountability problems were identified, they were largely mission-specific; mission
management was aware of them, and they did not appear to be inherent in the field
organization structure. The possible exception might be regional services
organizations whose mandates are no longer clear. They serve a primary support
function and, increasingly, have their own projects to manage which provides the
potential for management oversight problems and conflicting priorities. They are
called upon also to have a substantive, and not always temporary, role in disaster
situations.

In addition to regional services organizations, several large missions provide
some type of support services to neighboring posts, which tend to be small country
programs without totally rounded staff resources. There is considerable variance
among regional services organizations in the sufficiency, frequency and variety of
support provided to client posts. Not surprisingly, the perception of the overall
adequacy of the support provided often varied in the views both of the provider and
recipient. Regional services organizations approach workload and scheduling
differently, running the gamut from proactive to reactive. Expectations for the
provision of support services should be clearly articulated by USAID/W, and the
required services should be delineated through a formal agreement jointly developed
between the service center and the serviced posts. The types and frequency of
services should be agreed upon by the parties concerned so that misunderstandings
can be eliminated and realistic planning can be done. The scheduling conferences
utilized by the Africa Bureau REDSO organizations is one model for programming
regional support services.
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Regional service posts, with access to the full suite of new corporate data
systems, may well find the type of services they provide as well as the amount of time
devoted to such support changing. Currently, frequent travel is involved in providing
service to client missions. Reengineering will emphasize the use of virtual team
members resulting in increased assistance being provided electronically. The degree
of change will be directly related to the degree to which client posts can interact with
the service provider on an electronic basis. This should reduce the amount of travel
necessary and increase the cost efficiency of services provided. Regional support
should be reevaluated after the new automated applications have been fully activated
and sufficient experience has been gained to allow an assessment of their impact.

Special attention needs to be given to the application of the reengineering
principles and processes to special programs which may be regional or multi-country
in nature such as the Greater Horn of Africa Initiative. Such initiatives are best
managed either from a regional overseas organization or from the regional bureau in
Washington.
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D. Overseas Organizational Designations

The study team found no convincing justification to support the continuation of
separate field organizational titles, i.e, Missions, Office of USAID Representatives and
USAID Affairs Offices. While the sizes of various organizations differ, both in staffing
and program terms, the complexity of the responsibilities, and level of accountability of
the managers does not substantially vary. While smaller posts tend to depend on
other organizations, such as regional service/support organizations, for specific
services, this is not always true and it does not lessen the accountability of the
mission director serviced.

The ORIR findings support establishing one designation to be used in situations
where an organization, with direct-hire staff, is established only to oversee long-term
disaster programs in country. Examples: USAID Emergency Relief Coordinator,
USAID Humanitarian Assistance Coordinator.

E. Disaster Relief Organizations

Currently, there are a number of countries where USAID presence, direct-hire
or contract, is in place largely to monitor major USAID disaster relief programs. Some
of these countries are Zaire, Liberia, Sudan, Somalia, Rwanda, Angola and Bosnia.
Every disaster situation is different, and presently, there are no prescribed
organizational approaches for dealing with them. The situation is further complicated
when a need also exists to manage residual USAID development assistance programs
or to plan for a new or reactivated development program but no regional bureau staff
is present to carry out this responsibility. This presents quite a different situation from
those countries where, when disaster strikes, there is an on-going development
program and staff in place to support relief efforts. Assuming such a mission needs
help, a BHR/OFDA DART or PSC can be sent out for short-term assistance.

However, while in country, the DART/PSC usually works under the nominal guidance
and direction of the local mission director or USAID Representative, even though the
DART draws its resources (food aid and BHR/OFDA grants) and technical direction
from the BHR. Further, the presence of a regional support organization nearby may
also affect the organizational and staffing equation. If there is a regional services
office nearby, that office can provide immediate assistance, even before a DART
arrives, as REDSO did in Somalia in 1992, i.e., running